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I. INTRODUCTION 


PEelemrecenclsClccoime Measurement Of productivity in 
Mmelitary Outpatient clinics and its relationship to that 
mime '’s C€fficient Supervision, it is necessary to discuss 
meeaspect of human nature. 

fieero meinen aleyeaeccepted that demand increases to exceed 
memply, especially in health care settings. In this context, 
Piienderepresents 2 Clinle Supervisor's requests for 
msoOurees and supply represents Top Management's response 
mimcehe allocation of resources. 

Inscteda Of taking the viewpoint that a clinic supervisor 
Mmm—omeed,. it is more plausible to assume that he is 
merely reacting in a rational manner to the inevitable fact 
that resources are scarce. Faced with this scarcity and 
moshing to accomplish his mission, a reasonably conscientious 
MeeentG SUpPeTrvVisOr will assume that his clinic's workload 
eee omly ine€rease in the coming years, and will adjust his 
meMana £Or resources accordingly. Having made an "educated 
mess’ of his future workload, he will tend to request 
Mesources in excess of that which is anticipated. 

Pewaestittanle forecasting model were available, the 
mmmte SUPECrvVisor would not need to resort to this 
Strategem. His demands for resources would tend to match 


mie anticipated needs for resources. 





NGeiwimately BD eceeiie Micmitoincmds impossible, but 
"describing PMicemtesecIGLels POSstole, did 1s necessary in 
Order to make a reasonably educated estimate of the future. 

Describing the present is the main drive toward the 
Meead fOr a productivity measurement tool. 

ies eworthwhitie te apply this desire for a Suitable 
Meoductivity measure towards humanistic values. If the 
Measure 1S obtained, clinic supervision will be improved. 
Gmeemewilie lead to a greater quality of patient care offered 
mma more economical cost to the recipient of the clinic's 
services. 

Productivity may be defined simplistically as the ratio 
SOME weO imnput . It should not merely measure output 
produced, however, but rather how well resources are com- 


meed and used to accomplish specific results: 


Productivity = =tesults achieved. 
Porlmmeresilts ald resources’ can be very complex 
items; superficially simple, they will have numerous factors 
miebiuencing them [Ref. 1]. 
Pine wipurs aiid GUEDUtS Lor Our application is now 
meeopriate. Suitabie inputs for an outpatient clinic are 
meets per Specific time period, numbers of staff personnel, 


meer OoOr space occupied. 





me Gironde weenie. sole GUbDIe measure for an outpatient 
meiive nas been the "Visit, aefined as one patient 
Pmeoqunterine one physician at a single clinic. This author 
Meroris tliat this Concept 1s too restrictive, and will 
meandeupom the definition of outputs in later Chapters. 

icmp ercachmeemtne COdl Of Obtaining a suitable pro- 
Mmirivicy measure will be as follows: First, the pertinent 
literature will be reviewed, followed by an examination of 
mereime methodologies. If the goal is not then attained, 
mires author will suggest a methodology to establish a pro- 
atetivity measure that will incorporate facts obtained from 
mre, research. 

Ciewuvtimace Od)! 1S tO SUggest a déyice to measure 
meoductivity, thus a oman ieee cuctmcima ClCIGy Or. supe i — | 
Meewronmim Military Outpatient clinics. This often results 
Memgmonredter Quality Of care afforded to patients at the 
Mewest practicable cost. 

Mitemiexu chapter will review and analyze the pertient 
Mmeetature. Chapter {iI will examine existing methodologies, 
Pele Chapter IV proposes a new method of output measure- 
Meme. Chapter VY suggests specific components of output 


feasure, and Chapter VI is a Summary. 





ii LITERATURE REVIEW 


MiemocalOt tats tmesis is to move towards the develop- 
ment of an accurate methodology to measure organizational 
Pmoauctivity in military outpatient clinics. In pursuit of 
mes 90al, One must review the pertinent literature to 
Memeiiy the e€xtent to which this specific topic, or similar 
mopics, has been considered, and to incorporate the lessons 
Bearmmed from such studies. 

PietitomrinsSt  scGrron, we consider representative 
meeores from that portion of the literature dealing with 
Mesauectivity measurement in outpatient health care settings. 
Seieepurpose 15 to review their content and to evaluate their 
Measurement of productivity. 

Modem pt chy ana Neville (Ret. 2] in 1980 
employed a national study to assess the utilization and 
Beoductivyity of nurse practitioners and physician assistants 
[emp nimary Care settings. Using a vector of seven variables 
PeeOutput, namely number of patient encounters, time spent 
Memeicountcrs, time Spent in patient contacts, telephone 
emeountecrs, time spent in telephone encounters, dollar 
Mmeome pencrated per day, and dollar income generated per 
macvent encounter, they determined that physician assistants 
fTaweemore Productive than nurse practitioners. Their con- 
mee Of USIng multiple output parameters will be incorporated 


mae this thesis. 





lconnesmine: — ojmeomducted a comprehensive study concerned 
mececiiically with murse practitioners’ productivity. He 
feoned Hursine produgctivity as it relates solely to nurse 
Practitioners, and discovered that the nurse practitioner 
Memon unusually valuable resource. He also suggested guide- 
mimes LOr increasing productivity, such as role definition, 
Meera care Centers, unit dose medication, and computerized 
Micsine care plans. He found that there was a lack of 
@eyective, proven, discriminating outcome measures, and an 
inability of outcome measures to identify their source 
weeies. 6 lnis reinforces the importance of this thesis' 
attempts to suggest such outcome measures. 

Alexander, Weisman, and Chase [Ref. 4] utilized three 
Omecomes (1.e€., three productivity measures): nurses' job 
meerstaction, absenteeism rates, and resignation rates in 
@m@etr COmparlsons Of primary nursing units with non-primary 
nursing units. They found that primary nursing units have 
merer resionation and absenteeism rates. Since this thesis' 
purpose is to suggest productivity measurement to compare 
separate work centers, Alexander's work [Ref. 4] reinforces 
the concept of using multiple outcomes to accomplish these 
comparisons. 

Measurement of productivity can be estimated as a 
amourent, where the numerator 1S output (e.g., Occupied 


Bed - Days or Hospital Discharges), and the denominator 





is input (e.g., Numbers of Staff or Annual Costs). Having 
reviewed representative literature dealing with productivity, 
we now consider the literature dealing solely with output. 

Piuecetis1S toOwexamine the derivations and ane Genet = 
tions of the specific output measures, and to study the 
fees in which they are treated. 

Boneaoemeurdia het o| Used an approach for classifying 
ere hundred and sixty-two Veterans’ Administration hospitals 
Mmimonten groups by Wsing output-related characteristics as 
Myeesed tO the traditional input characteristics. They took 
Mmieive direct measures of output (such as case-mix-adjusted 
feeoenanrees, Outpatient visits, number of medical house staff, 
moa research funding) and weighted these according to the 
Mospitai’s view of each measure's contribution to the 
Beerating budget. The resulting summations were used to 
memttion the one hundred and sixty-two hospitals into 
meoetticiency groups. 

iiomas | [Ret. 5] use of multiple output measures, of 
weighting, and of regression analysis in assigning weights, 
Mmeovided Conceptual guidance in this thesis. Our methodology 
is much the same except that, while Thomas [Ref. 5] views 
am entire hospital as his focus, we_deal with only single 
piepatient clinics. 

e2vabola and Yolme {Ref. 6] approached patient classifi- 
Cation and associated nurse staffing requirements by quanti- 


imeae and Clustering patient care needs (e.g., Mobility 
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enone touletineg, and Chronic Respiratory Disease). 
Mmiey, too, used regression techniques in grouping these 
Pesessment indicators, and were able to classify patients 
meee varrous levels of Care required. This permitted 
MmeeGesecication Of alternative nurse staffing strategies 
Swe chronic, Skilled Nursing Care, or Intermediate) . 

Cavaiola [Ref. 6] advocated combining multiple outputs 
m@ee Single yalues. This guidance was followed in developing 
fs thesis’ methodology. 

macyTeus Sectrons Mave dealt with the representative 
iMeteTattre aS it pertains to productivity measurement in 
Siepatient clinics and to output measurement in hospital 
Biemmenmments. Next we review the literature that relates to 
a Single, representative output, that of patient satisfaction. 

Pimento walthor s experience, much of nursing training in 
meaeemenyears has incorporated the tmportance of a patient's 
mental well-being and its positive relationship to that 
Meeewctit's physical health. Further, patient satisfaction 
felmecsscs the quality dimension Of patient care, which is 
[eee casily-defined and more difficult to quantify than most 
Measures. 

Pretcmer, et.al. {Ref. 7] conducted questionnaire- 
Samecred research among two hundred and twenty-five medical 
Meme patients to ascertain their priorities among eight 
Memeeputes Of medical Care (1.€., continuity, coordination, 


Bemomenenstveness, availability, convenience, cost, 
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ecru eleceenica compasslOn). Continuity of care, here defined 
Simo patient seeins the Same practitioner repeatedly, was 
meyven the highest priority, while cost and convenience were 
[eresct. osoince this thesis will discuss which specific out- 
pete measures Should be included in a productivity measurement 
Mrs ormehm, CONtinuity of care will be included in order to 
meeenpe tO Capture at least a portion of the patient's 
Memecosment Of worthwhile "output" by the clinic staff. 
timo ilaeriseamd Whipple [|Ret. $| noted a possible 
mie Or responsiveness by Navy Health Care Systems to the 
Memerent as a “whole’ person, with a resulting decrease in 
Meeerenlt Satisfaction. This resulted from a lack of informa- 
tion with regard to needs, expectations and evaluations of 
Siempatients. They studied four ambulatory care clinics, 
mero questionnaires, and correlated patients' expectations 
Metiecne Clinic Stafi's predictions of patient expectations. 
Mietnr findings showed an increasing prediction inaccuracy 
femintOnrmation became more detailed. This further 
Mememetiens the case for the inclusion of patient satisfac- 
@eea in this thesis’ productivity measure. 
Piti@vemGenm@eociudtiye Selections of the literature 
Wemling solely with health care systems' staffing will be 
Mewmewed. Our purpose is to determine whether productivity 
Memeunement has been incorporated into the staff scheduling 


Pre@ecss, and to glean lessons from successes. 





Rothstein [Ref. 9] presented a systematic method of 
allocating manpower to support rotating shifts, using 
mathematical programming. From his opening assumptions, he 
meecd that the number Of personnel required "... has been 
determined by ... some appropriate technique such as work 
Meesurement’ {Ref. 10]. This reinforces the credibility of 
Poaame productivity measurement toward an ultimate goal of 
Meeermining staffing requirements. 

In 1978, Burns [Ref. 11] mathematically calculated the 
iammum number of staff required to support a seven-day-a- 
Meek Operation, subject to various labor constraints (e.g., 
maximum consecutive days worked, maximum number of days 
Pemecca in a Specific time period, and alternating weekends 
foe While Burns! [Ref. 11] work is useful in determining 
Sctatt levels subject to labor constraints, this thesis will 
Pemerlrcher. it will address staff levels determined by 
Mmeeauctivity measurement, as well as governed by labor 
constraints. 

mies 25) ltebman, Young, and Bellmore [Ref. 12] proposed 
pemaciematical model to generate daily task assignments on 
Miecimeg Care units. One of its basic premises was nursing 
eam) leaders’ subjective measurement of their personnel's 
Peeeccrive use. This model incorporates a subjective, 
Meeromental productivity measure, while this thesis will 


propose an objective productivity measure. 





hel noue loleceveloped a Computer-generated inter- 
Peace ualoOrTilchiiecO scieaule personnel on acceptable cyclical 
fieiTonais schediles, While he does not consider produc- 
mmenty measurement im determining staff levels, his work 
meevattable in that he successfully automated a previously 
totally-manual operation. 

Im summary, while valuable lessons have been learned 
Mato repbesentdcayve review of the pertinent literature, 
oeeecoal Of discovering a satisfactory productivity measure- 
femme ceo! fOr military Outpatient clinics nas not been 
mealized. 

itmemiltteerature speaks Of techniques for méaSuring pro- 
Mtertyity and for determining output, but none is narrow 
pimemer tO fOCcuS Specifically upon military outpatient 
meres. otatfing techniques were addressed in detail, but 
iememor the representative literature incorporates pro- 
Mietrvity measurement in the determination of staffing 
meeetce ) Ihe literature has not explored the concept as 


Meeply as this thesis proposes to do. 
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Cliente hemline ecto LING METHODOLOGIES 


VerdisceisolOtmemsene pertinent literature aoienias 
mimemmation im both the scholarly and theoretical situations. 
Mmteets, not only 1S there an academic discussion, but 
Meimeiples and rules are given, which are readily adaptable 
Mmemreal-life Situations. Thus, the literature search 
Pecomes valuable not only from an academic viewpoint, but 
Miaceii providing guidance for the achievement of specific 
Poals. 

fig@esilexXeeStep 15° C0 COnsider existing programs related 
Semmeasurine productivity in outpatient clinics and deter- 
teeme FO what eXtent they might satisfy our goals. The 
utility of such existing programs will be evaluated from 
mm reWDOINt Of the literature reviewed. The three 
Mewnodologies examined are the Uniform Chart of Accounts 
(UCA), the Uniform Staffing Methodology (USM), and the Navy 
Occupational Task Analysis Program (NOTAP). 

Pimebeomener care SuUbStantial differences among the three 
Meemodologies to be discussed, they have some common ground. 
All relate to resource requirements, all are intended for 
use Dy the military establishment, and all are designed to 
Semebect and categorize information. 

fine Us ditters from the UCA in that the former 


BemereerS Staff per unit of output, while the UCA considers 
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Poc@mecusumide Of Output. “=NOTAP comsiders definitions 
of job-related tasks and relates these to workload (that 
fem tO input) . 

MiemueChewas "ekeated DeCause Of various difficulties 
tiemecrein the data collectron or €ost reporting in the 
Mmereary health care delivery systems. It was noted that 
=-waratve information systems and data bases were being 
Meme ained, that there were differing interpretations of 
Mememnrcions, and that different inputs existed that gave 
meergent Outputs {Ref. 14}. Therefore, given these 
Pr culties, it became apparent that a valid comparison of 
See data among fixed military medical and dental facilities 
fimene U.S. could not be made. 

ine UGCA could be valuable in providing guidance to 
Heasure productivity in outpatient clinics in that its 
Peepese 1S to measure efficiency in medical facilities 
Moame cost data. 

mimi2/o, a Department of Defense, Department of Health, 
Education and Welfare, and Office of Management and Budget 
meuaye caye impetus to the creation of the UCA in order to 
fembeviate these difficulties. A tri-service working group 
fieeerormed in July 1976 to develop a uniform cost reporting 
aaeeem and the UCA was implemented at ten test sites on 
Meeetobper 1978. The UCA was implemented DoD-wide on 


Meee tober 1979. 
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(ime ase tO HErOvrde Consistent rules for expense and 
performance accounting and reporting by DoD in military 
mecmcaleracilities {Ret, 15].  UCA today is a cost accounting 
Meoeem that identifies the total cost of DoD fixed medical 
treatment facilities, breaks these costs down, and assigns 
eimem tO final Operating expense accounts [Ref. 16]. 

nee Ais pertinent tO our goals in that it uses 
Meer ple Output measures, weighting of these measures, and 
Mression analysis in this weighting. It alone cannot be 
Meea,toO accomplish our goals, as its focus is too broad; 
immeannot SUrLiciently measure productivity in a single 
feeebeary Oltpatient Clinic. Further, it provides little 
guidance as to which output measures to employ when examining 
Mmiervtdial outpatient clinics. 

Meomontoins or the USM date back to 1974 and 1976, when 
the House Appropriations Committee recommended that DoD 
@evelOp uniform standards for use in determining medical 
iommower requirements to compare fixed military medical 
and dental facilities [Ref. 17]. 

immer the Office of the Assistant Secretary of 
Meeense for Health Affairs (OASD(HA)) developed an improve- 
fete or the existing USAF system of programming medical 
manpower requirements. DUleimoetpon this CSA System, the 
Meegect expanded to develop the USM across all three 


memyreces’ medical departments. 
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Poe romoer= §o7 7, OASD(HA) developed a working paper, 
eiaeim 19/8, a working group was formed to begin development 
mewaeunitorm methodology. Because the UCA broke down medical 
Meerlities into specific work centers, it was decided to 
fabew statting in the same work centers. Thus, the decision 
was made to align the USM with the UCA. 

tiie JEM is only now, in recent months, in its final 
miolementation stage. 

Siem) omoodmerse toedevellop @a@ Unirorm method for deter- 
inane and justifying DoD medical manpower requirements. 
Mages, it will establish a common methodology rather than 
common standards, and will make manpower determination more 
fmeerclent and compatible across the militarv services 
fio. 18). 

The USM defines manpower work centers aligned with 
Meeprtal functions based on UCA work centers. It obtains 
fea ome the number of hours worked, by the kind of personnel 
Moo, Military doctors, civilian DoD doctors, enlisted 
Beminltelans, E€tc.) per work center. This data is collected 
feeocal fixed OGA Ce faci tye level. sand 15 forwarded to 
major command level for examination. 

The USM iS manual at the work center level, and batch 
Meeteessing iS used at each fixed medical facility level to 
@eraee reported data. The Office of the Assistant 


wemetary Of Detrense for Manpower, Reserve Affairs and 
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Logistics provides manpower management policy to DoD 
components upon examination of the USM data. 

Mesos yaluaple for the purpose of this thesis in 
Mmee it USeS multiple output values, weighting, and 
Geeression analysis 1m determining the weights. However, 
Mmemmeeltke the UCA, cannot focus solely on an outpatient 
eeemic fOr measurement of productivity. It also disavows 
the development of staffing standards [Ref. 19], while this 
imtiesiS seeks guidance for setting standards. 

iiremusw s Sole OlWEput measure for 1ts examination of 
Smepatient Clinics is the "Visit." ‘While the USM uses 
ferrole OuEpuUt measures in 1tS €xamination of fixed medical 
Miembies, It provides no guidance regarding which multiple 
measures to use in measuring an outpatient clinic's 
pueoductivity. 

NOTAP, a program administered by the Navy Occupational 
Development and Analysis Center (NODAC), Bureau of Naval 
Pemsonnel, consists of job analyses of all Navy Ratings to 
feos eee required rating structure. It utilizes a 
meaiecired GueStionnaire to subjectively determine job 
Memeent. its key data are the percentages of Navy personnel 
Poemorming pre-deSignated tasks. It can be useful here in 
Mmemeie addresses Outpatient clinics directly, and refers 
Memopecitic tasks performed there [Ref. 20]. However, it 
Peiemenever designed to measure productivity, nor can it be 


Metea tO make any qualitative judgments [Refs. 21 and 22}. 
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A link exists from NOTAP to SHORESTAMPS, the Navy's 
Meera comdevelop Starting standards by billets. The task 
Mata discovered by NOTAP are judgmentally linked to a 
mieetcular rating, and SHORESTAMPS is tasked with deter- 
iomane billet requirements. fhis is potentially useful for 
the present purposes in that it specifically assigns numbers 
M@eeoersonnel to specific work centers. But SHORESTAMPS 
@emsidaers workload, that 1S, input, in its regression 
Meee ts | ket. 25). However, this thesis, with the 
mumaance gleaned from the literature review, will measure 
PeOaumctivity using only output measures. 

For the stated reasons, none of the discussed method- 
mmomies are totally satisfactory for measuring productivity 
mommiiitary medical outpatient clinics. While they provide 
meeecamee in light Of the literature review, they are all too 
Maeead in their scope, and unable to be sufficiently focused 
Semaeccomplish our goal. Further, the discussed methodologies 
Em@empoorly understood and interpreted by the personnel 
Pippy ine data. the data are therefore suspect [Ref. 24]. 

Pieweene tarlure Of Ehe existing methodologies to 
Completely satisfy our goals, and given the guidance 
Mmeevicged by the literature search, this thesis proposes an 
Meeeimatrive method to measure productivity in military 


Siepatient Clinics, having the following characteristics: 
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ii miroVnGtiviley sNeasumemene must eXamine only out- 
Peplememclinics Im fixed military medical facilities. 

Pe icmonurileamerasumes Ultimately selected should be 
M@igci Stent with Clinic Supervisors’ experience, and with the 
mumcdance provided by the literature review. 

- The weighted output measures should be capable of 
meee rvaeloOn SO that one value corresponding to one clinic 
ean be obtained. 

pene =spEOaducElVity Measures must be perceived as having 
the ability to eventually develop formal standards. 

pec woOUEEoOdmcmmave NOt been realized by the existing 
methodologies, the next chapters will give a broad overview 
mea sugpested productivity measure incorporating the 
@m@aeracteristics discussed, and will finally suggest the 


Pmeoeliic components to use in such a measure. 
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Vee oven eNO A oUGGES TED MEASURE 


fame TOUSMENAMEct Ss le Nas ween apparent that our 
Seemre tO E€stablish a productivity measure for outpatient 
Meenieo 1s laroely subjective in nature. Defining pro- 
Mmeivitcy measures fOr inpatient care is more readily arrived 
MmeeeOoutpucS Such as Occupied Bed-Days and Successful 
memeeries May be utilized, and their measure of success 
me@ceculy brerlects the subjective concern of quality. 

PMimeonhciras fo GUdelty Of Care 15 a more difficult concept 
Momeie Gase Of Outpatient clinics. Diseases and injuries 
mueated there are Often Chronic and recurrent. There are 
mise rever easily quantifiable successes in outpatient. 
wramies that a productivity measure can capture. 

mor oenot practical Eo measure productivity by subjec- 
men C@escriptions. [It is necessary to use objective means; 
meeernplies that the important characteristics of the 
MMe se SeCTVlCes must be “Countable .'' (Here, "objective" 
fiay be defined as expressing facts without distortion from 
Mies personal feelings or prejudices.) 

macy ious methodologies fell short in this quantitifica- 
mom process due to a lack of basic understanding, lack of 
@ Marrow and proper focus, and problems in interpretation. 
M@emmost promising, the USM, was clumsy in its execution, and 


Mmerins Only one variable related to outpatient clinics. 


ae 





Viwiemeneots Onepoeses tO detine the “output,” Y , of a 


Mmeptheawy Outpatient Clinic in the form: 


where Xx; Lote mend ew Ot seach GCOMpOnent Of the out- 
put measure, C,; Pic werellt vasstoned tO Cach component, 
Mime iS the total number of Components suggested. 

Womamercase 165 {lexrbility, output measurement, rather 
mma productivity measurement is utilized in the suggested 
fated. AS discussed in Chapter I], productivity can be 
feoured Dy dividing Output by input. By not restricting the 
mgt tO any One variable (e.g., number of staff, cost per 
Meet ime, amount of floor space), greater adaptability is 
aetained. 

Pecotthed 10erne, literature review, multiple components 
Semoutput measure are more desirable than single components. 
memeone Component Should prove to be weak or inferior, the 
remaining components will tend to minimize the inaccuracy. 
rem preblem Of which specific components to include will be 
meeressed in the next chapter. 

itceiidihyidual Components of output measure cannot 
Memeraily be considered to be of equal importance. A 
weighting scheme is suggested whereby the weight assigned 
each component would reflect the relative value or utility 


Geman Outpatient clinic. 





Ti micmoCcmenn cH Milne tS tO Examine the resource 
miecect Gt the clinic im the past and assign a weight to 
PI Iconponcne that Gwetlects the amount of resources 
previously committed to the measured activity. 

A regression-based statistical cost function would then 
meemerny implicit weights for output components by their 
mative resource consumption. The clinic's operating 
mmerzeus(Or itS Numbers Of staff, or its square footage of 
Piece, Ctc.) would be the dependent variable, and the com- 
ponent measures would be viewed as independent variables. 

PeleasSt-squares regression analysis would yield a 
Mean tclenmt fOr Gach output component that reflected its 
Mmemerty CO the outpatient clinic. 

icederivation OF the weighting scheme is impractical 
Eeeemanual Operation. The gathering of historical data, 
Seomoined With the actual regression analysis, would not be 
Peeeercient in terms of time. 

DomeumacelyescOmpULer SOftware exists, able to function 
Sweyaimlirame Computers, on microcomputers, and even on hand- 
femme alculators, that can successfully execute regression 
analyses. 

Pieler, an appropriate computer can perform the actual 

summation of the Mi tec oleiusmrorenmumenrous Clinics 
fiememore readily than a human operator. 

Bimaddition tO the advantages gained in time-saving and 


Mmreduction im Operator error by using automated data 
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processing, other advantages arise, depending on whether 
MEcrOcOmMputers Or Mainframe Computers are used. 

Mmibereconputerseare pemployed, cach clinic supervisor 
meescssine one would be able to track his clinic's pro- 
Giietivyity continuously. Statistical analysis software 
Meemcares COuld be used to suggest beneficial adjustment of 
Miemcomponents of Output measure by the clinic supervisor. 

DeialiEranescommouecers are used, the data base for all 
Seenics comprising the hospital would be available for 
Sommand personnel to utilize in performing decision-making 
mmemerses. Further, if telecommunications are employed, 
Gmeaperts Of C€ach individual clinic's performance would be 
tiealanple to mational medical supervisory personnel as often 
Pemeeach clinic updated its record. 

Mmremresult 1S .a numerical, distilled value that incor- 
Meommees all the chosen components of output measure. It 
Moma alSO be possible to break down the total output into 
etme or 15 Components in order to examine any one component 
momme Closely. 

‘weer seme productivity measures had been tracked for 
mem specific time period, it is possible to establish 
peeeaards- ihen, the problem of recognizing a good clinic 
Memes a marginal clinic versus a poor clinic could be 
M@@messcd, and mangement action could be taken, if 


aomropriate. 
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ewe tor te DeCOMPONENTS OF MEASURING OUTPATIENT CLINICS 


pelce MuLtanle, smatier than Single, components of output 
measure will be used, and since weighting will increase 
meeiracy, it Only remains to discuss precisely which com- 
pemenmts Snould be included in the output equation. This 
maior sSugsesSts Six Components of output measure: Some 
femrved trom personal experience, some modified from the 
Metenmatline search, and some extracted from existing method- 
ologies. 


Biewsicel1le GCOmponents are as follows: 


O Xy a ee omic mene Matlent Se€es a practitioner. 
O X5 - Visits in which the patient does not see a 
meee titioner. 


These are merely an extension of the commonly used 
Mememome-Visit’ [Refs. 25 and 26]. The division was sug- 
Peaecas(y this author's experience in outpatient clinics. 
Ehererent mechanisms are operating in each of the two 
Semponents . 

O X - Number of Corpsmen Trainees. 

Matos a Variation of Thomas’ work [Ref. 27], tailored 
Miemnrcally tO Outpatient clinics and to military facil- 
me Les . 


O xy meopcelal ireatments - 
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This was considered by this author to be important in 
any form of measuring quality and quantity in outpatient 
eieinics. 

O Xx. woceleneeodelsfaction. 

This variable was suggested by Harris and Whipple 
eee. 28). 

O X¢ COMM Minty Or Care. 

This variable was suggested by Fletcher [Ref. 29]. 

ititestollowine Seetions derime cach of the suggested 
BemponmentsS, and discuss the means that could be employed 
to minimize manipulation of the numbers involved. 

Meaevisittes im Which the patient sees a practitioner. 

Here, a "practitioner" may be defined as a person 
mmecmsed tO practice medicine, even if it is only in a 
Memrcted Or Subordinate role. Thus, not only are M.D.'s and 
Meee s included, but also Nurse practitioners and physician's 
PeeiotantsS. Each visit by a single patient to a single 
meaetitioner would count as one. 

imc udes EO uprevyeme Manipulation of the number of visits, 
Meet is, tO prevent an artifically high volume, it would be 
Me@esscatly tO monitor the frequency of requests for rechecks. 
memeee Doctor's Orders, along with orders for drugs and 
MeetimentsS, there is usually a demand to be rechecked in a 
meet iecd period of time. Once the average of the recheck 


Mmemmest trequencies has become apparent, any practitioner 


ay 


Mmimemseceks) to Mave His patients return more often will 
stand out. This may be evidence of manipulation, or there 
may be sound medical reasons, such as a tendency of some 
Pmmetitioners to handle only the most ill patients. Com- 
fiiecii zed procedures would be of value here. Unless 
Mimeomated, Sittine though the numbers of recheck requests 
and comparing them with the established standard would be 
an impossible task. 

ae IST ESeine WwWhtemethe patient dees not see a prac- 
mieLOne r . 

itis component would entail a visit to a clinic, either 
pemecauled or unscheduled, where it is medically unnecessary 
meee ema ltcensed practitioner (e€.¢., blood pressure checks, 
prescription refills, twenty-four-hour cast checks, or 
Senple eye exams). 

The question of manipulability probably would not be 
meoG@eoblem with unscheduled visits, but there might be a 
Baeemee problem if a climic wanted to inflate its figure. 
meaard against ‘double-counting,'' only one visit per day 
memed be allowed in the counting process. Further, it would 
PemmecessSary to insure that the timing of scheduled 
meemeckS 15 commensurate with the medical reasons requiring 
Sitemmcpeat Visit. Io use treatment of hypertension as an 
Sample, consider that mild hypertension usually demands a 


Peed pressure check roughly every month. If a person with 
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PapertensiOn were scheduled for rechecks twice a week, this 
would be possible evidence of tampering with measurement 
data. Computerized Proceaumes aed would be of value in 
meee SsOrting and comparing" tasks. 

feecoresmen | raimeecs . 

Pemonould be wrememoered that this thesis is designed for 
Mocepy military (especially Navy) outpatient clinics. In 
ieee Navy clinics, Corpsmen comprise substantial numbers of 
Meemstatt personnel. Since education can be considered a 
Mecessary part of medicine, the training of Corpsmen has 
Value that should be included in the measurement of output. 

mee Conpsmen Can be viewed as trainees, since the 
eeeeerience they gain and the tasks they accomplish are 
megmlred tO advance in rate. The component of output mea- 
Seeeswould be the number of Corpsmen in staff positions, if 
mieyerecould indeed be considered trainees. A manipulability 
PuaraewoOuld exist in that their service jackets would be 
aamemed tO insure they were advancing in rate according 
meme suadlished military standards. 

me ooecial Treatments. 

This variable would measure the provision of resource- 
Mieloive treatment and diagnostic procedures, over and 
aoeresthe routine and minor treatments which are the "raison 
ieeene Of an Outpatient clinic's existence. This component 
Bema also be designated as Major Procedures. Examples might 
memude echocardiograms, chemotheraphy, and application of 


Somelicated casts. 
Zo 





fOmiisinemdcailnist Maninulation, a Clinic would need 
meat derimitions Of what a“Major Procedure was. Routine 
treatments and minor procedures such as immunizations and 
well-baby checks would not be construed as Major Procedures, 
samee they would be too closely linked with Xy and X, 

Pee Patient Satisfaction 

This variable would be quantified by administering a 
Mmmestlonnaire tO patients entering a clinic for either form 
mmmoe Visit.'"' The questionnaire used by Harris and Whipple 
[Ref. 30] would be appropriate. 

The value of this variable would depend on both the mean 
and the variance of the scores, so that component X would 


) 


mommpe linked too closely with components xX) and X, 

Moeprevene Manipulation, it 1s necessary to keep the 
mesemination policy firm and consistent (e.g., every fifth 
Meeeemt 15 15sued a questionnaire) with no attempt to guide 
who does and who does not get a questionnaire. 

eee continuity of Care 

mms catecory also would involve a questionnaire given to 
feeeeenes. It would utilize direct patient response to see if 
m@empatientS were encountering the same practitioner on 
Bemaecutive visits. the value of this variable also would 
depend on the mean and the variance of the scores given on a 


graduated scale by the patients. This component might be 





mievedeas a Slibset Of Patient Satisfaction, but this 
author considers it important enough to rate as a separate 
component. 

iitemonty manipulability possible here would be blatant 
meeselood, Since 1t would be inherently necessary to 
Meneuver Schedules and appointments to increase Continuity 
See care. 

iitewspeeiitlc eStimation procedures and data will depend 
feemecite level and purpose of the output (and hence, 
MmeocicelVvVity) measSurment. The result will be a single value 
memeead Single clinic. 

How this value may be of use will be discussed in the 


nial, Summary chapter. 





VI. SUMMARY 


Meamacement Of etodady S military outpatient clinics 
Mmimelves the necessity of measuring productivity in out- 
mesteme clinics. JIhis Cannot be satisfactorily accommodated 
meeaistine® productivity methodologies. The representative 
Mmimeerature provided guidance, but also did not satisfy the 
meed . 

nec arrived at, the Output estimate proposed here may 
aemorvided by any selected input to obtain a single-valued 
MeeeuetiVity measure for a single Outpatient clinic. 

Comparisons may be made between similar clinics at 
imeeerente hospitals, and between different clinics at a 
femeole hospital. trends may be followed by analyzing the 
memenes Of the productivity measure over specified periods 
Peeetdine. If necessary, management action can then be 
mecommended . 

Ppplying weighted multiple components of output measure 
ewecitically to military outpatient clinics is a new 
meereation. However, the concepts of using weighted 
feel ple components and of using regression analysis to 
establish weights have ample precedent. 

Piro wauenor S Sugcestions for the specific components of 


Meee Measure are intended to have motivational value only. 





Wet waiererpalcd that readers will modify and enhance 
these proposals to make this suggested methodology more 
Memceple im a real-life situation. 

Finally, the need for use of automatic data processing 
in all appropriate aspects of this proposed methodology 
eammoe be Over-emphasized. Without suitable computerization, 


the tasks are insurmountable. 
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